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ABSTRACT

The lack of performance feedback for officers of the Digtrict of Columbia Fire and Emergency
Medica Services Department, prompted aclose examination of the current performance appraisa
system. The problem prompting this research was that the current performance gppraisd system did
not provide for effective performance feedback to develop leaders and managers for the department.
Effective leaders and managers play amgjor role in the success of any organization. The Didtrict of
Columbia Fire and Emergency Medica services Department is no different then other organizations, and
must provide feedback for the growth of department officersinto leaders and managers.

The purpose of this research was to eva uate 360- degree performance gppraisa systems used
by effective organizations, and for the Didtrict of Columbia Fire and Emergency Medica Services
Department to duplicate and improve on the best system for the development of leaders and managers.

The evauative research method was used. The following research questions were answered:

1 Can a 360-degree performance appraisal system provide feedback to develop the

leadership and manageria needs of officersin the Didtrict of Columbia Fire and

Emergency Medica Services Department?

2. How will the feedback from a 360-degree performance appraisa achieve the city and

department vaues of accountability and improved customer service?



3. Should pay raises and promotions be linked to an officer’s 360-degree performance
goprasas, in the Digtrict of Columbia Fire and Emergency Medica Services

Department?

4, Would it be cogt effective and within the technology improvement plan for the Didtrict of
Columbia Fire and Emergency Medica Services Department to implement a 360-

degree performance gppraisa system for its officers?

The procedures used to conduct this research were literature review, interviews with experts
and a pilot program based on a 360- degree performance appraisa system on a Sergeant, Lieutenant,
Captain and Battdion Fire Chief.

The results showed that a 360-degree performance appraisal system provided feedback to
develop the leadership and manageria needs of officers. City and department vaues of accountability
and improved customer service will beincreased interndly and the benefits will carry over externaly.
Pay and promotions should not be linked to a 360-degree system and the system is cost effective asa
developmentd instrument for leaders and managers.

Recommendations cdll for the Didtrict of Columbia Fire and Emergency Medica Services

Department to develop an incrementa plan to use a 360-degree performance gppraisal system.
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INTRODUCTION

The development of |eaders and managers requires performance feedback on their assgned
tasks and respongbilities, as wdl as their managerid and leadership skills. The potentia leaders and
managers of the Didtrict of Columbia Fire and Emergency Medica Services Department arein arank
structure comprised of Sergeants, Lieutenants, Captains, and Battalion Fire Chiefs. These officers need
to be developed into leaders and managers. They need to have their strengths and weaknesses
identified in an effort to promote growth in their tasks and respongibilities.

The Digtrict of Columbia Fire and Emergency Medica Services Department does not provide
performance feedback to its officers that meets these objectives.

The purpose of this research isto evauate the 360-degree performance appraisa system asa
method to develop leaders and managers for the department. This research is prompted by city values
for further accountability and improvement of ddivery services by al city agencies, including the Didrict
of Columbia Fire and Emergency Medica Services Department. Full circle or 360-degree performance
gppraisas support these values. They will hold officers of the department accountable for providing
better customer service to their subordinates, supervisors and peers. If the Digtrict of Columbia Fire
and Emergency Medica Services Department can accomplish thisinterndly, then it will carry over to

the those who use the services provided by the departmen.



The eva uative research method was used. The following research questions were posed:

1.

Can a 360-degree performance appraisa system provide feedback to develop the
leadership and manageria needs of officersin the Digtrict of Columbia Fire and
Emergency Medical Services Department?

How will the feedback from a 360-degree performance appraisa achieve the city and
department vaues of accountability and improved customer service?

Should pay raises and promoations be linked to an officer’ s 360-degree performance
gppraisa in the Digrict of Columbia Fire and Emergency Medica Services
Department?

Would it be cogt effective and within the technology improvement plan for the Didtrict of
Columbia Fire and Emergency Medica Services Department to implement a 360-

degree performance gppraisa system for its officers?



BACKGROUND AND SIGNIFICANCE

On August 1, 1958, Public Law 85-584 was sgned into law by Presdent Dwight D.
Eisenhower. Thislaw required every uniform member of the Fire Department in the Didtrict of
Columbiato have a satisfactory or better performance rating in order to receive a service longevity step
(pay) increase (Digtrict of Columbia Fire and Emergency Medica Services Department Order Book).
Thisis the performance gppraisd system in use today by the Department (Appendix A, Performance
Appraisal Forms).

Concerns were raised by the Didtrict of Columbia Financia Responsbility and Management
Authority (the Control Board), to the leadership of the Fire and Emergency Medica Services
Department, about the it’ s performance gppraisa system. The Control Board was appointed by
President Clinton and Congressin 1995 to oversee the operations of the Didtrict of Columbia
Government. In July 1997, the Control Board took over the day-to-day management of nine Didtrict
Government Agencies by an act of Congress. The Fire and Emergency Medica Services Department
was one of the nine agencies. The Control Board has mandated that a new annual employee
performance appraisal system bein place by July 1, 1998, for every member of the Didtrict of Columbia
Fire and Emergency Medical Services Department. The incentive for completing this mandate isits link

to a10% pay raise for Department members effective  October 1, 1998.



Didgtrict of Columbia Fire and Emergency Medical Services Department

The city of Washington, D.C. isthe Capitd of the United States of America. Washington, D.C.
IS 68.7 square miles by its boundaries. The resident population of the city is gpproximately 564,000.
However, the Washington metropolitan area has a population of more than 4.5 million. On typica work
days, the city’ s population burgeons to more than two million (Cook, 1996).

In 1998, the Didtrict of Columbia Fire and Emergency Medica Services Department operated
with 32 engine companies, 16 ladder companies, three heavy-duty rescue squads, one hazardous
materials unit and three fireboats. In addition, the emergency medica services operated 10 paramedic
units and 16 ambulances. The Department is under the command of the Fire Chief supported by three
Assigant Fire Chiefs. The on-duty command saff includes one deputy fire chief, Six battdion fire chiefs,
and four emergency medica services supervisors. The total on-duty staff is 281 personnd. Supporting
the suppression and emergency medical services operations are the Communications Divison, Training

Divison, Heet Mantenance Divison, Fre Prevention Divison and the Adminidrative Divison.



Political Layersof the District of Columbia

There werefive palitical layersinvolved in the activities of the Didtrict of Columbia Government
prior to July, 1995. Agencies of the Digtrict Government such as Fire and Emergency Medica Services
Department reported to the Mayor, the City Council, both Houses of Congress and, at times, to the
Presdent. The Mayor and the City Council are the dected officids of the citizens of the Didtrict of
Columbia The form of government is a strong Mayor and aless powerful City Council. The Mayor
prepares the City Budget, which gpproved by the City Council and then forwarded to the United States
Congress.

The United States House of Representatives House District Committee holds hearings on the
City’sBudget and Laws. After gpprovad in the House, they are forwarded to the United States Senate,
which will either vote for gpprova or amendment, and returned to the House. After gpprova by both
the House and Senate, Congress sends the City’ s Budget and Laws to the President of the United
States to be sgned into law or vetoed.

In July 1995, the President and Congress established the Control Board. ThisBoard is
comprised of five members who oversee the affairs of the Didtrict of Columbia Government. The
Control Board has awide range of powers including fina approvd of al city expenditures and
contracts. The Chairman of the Control Board is the only one who can fire the new Chief Financid
Officer, who controls dl Digtrict Finances.

In July 1997, Congress passed a bill to place nine District Agencies under the direct supervison
of the Control Board. The Presdent signed the bill into law. The Fire and Emergency Medica

Services Department reported directly to the Chairman of the Control Board. Control Board
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Chairman, Dr. Andrew Brimmer, mandated the Fire Chief to develop a performance gppraisal system
for the agency. Dr Brimmer later linked this mandate to a pay raise for the members of the Fire and

Emergency Medica Services Department in October 1998.

Current Performance Appraisal System for the Department.

On August 1, 1958, Public Law 85-584 required every uniform member of the Fire
Department in the Didtrict of Columbiato have a satisfactory or better performance rating in order to
receive a service longevity step (pay) increase. In the Fire and Emergency Medicd Services
Department, there is a performance appraisa system for members who are receiving service longevity
step increases. However, these appraisas are neither geared toward officers performance or
performed on an annud basis.

Each member recelves an annua performance appraisa in their first three yearsin the
department. After the third year, the time frames vary between two and three years. These evauations
give very little feedback to employees who have performed at a satisfactory or higher leve. Officersand
members whose performanceis below satisfactory are notified of this fact and given feedback in writing
on how their performance must improve over the next 90 days, or they will not receive their longevity
service step increase.

Probationary members are required to be tested and evaluated each month during their first
year. These members can be terminated in their first year for misconduct, inefficiency or incompetence,

Longevity service step increases are very important to the officers and members of the Fire and

Emergency Medica Services Department. Equally important is receiving feedback on their
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performance. There are many officers and members of the department who are constantly looking for
ways to improve their performance. Thereis no formal written feedback for officers and membersin
the current process, unless they are being considered for an unsatisfactory performance rating.
Therefore, the officers do not receive constructive feedback on their performance or on methods to
improve their leadership and management skills.

This evauation of a 360-degree performance gppraisa system for use by the Didtrict of
Columbia Fire and Emergency Medical Services Department was prepared to meet the applied
requirements of the Strategic Management of Change course at the National Fire Academy. The
research relates to the problem-solving unit of the Strategic Management of Change course by stating
the problem, evaluating the best methods to resolve the problem through gethering informetion, and
testing methods to solve the problem. The problem is that the current performance gppraisa system for
officers of the Didtrict of Columbia Fire and Emergency Medica Services Department is not an effective
tool for developing leaders and managers to mest the city vaues for further accountability and
improved ddlivery services.

The results of this research will have a Sgnificant impact on the Department’ s ability to have an
effective performance gppraisal systemfor officers to receive feedback on their job performance, thus
alowing them to develop their leadership and management skills. This research will provide the
information necessary to make a decison on the best method to implement the change to a performance
gopraisa system that is an effective developmenta tool for officers of the Department.

Thisinformation comes at an opportune time for the Didtrict of Columbia Fire and Emergency

Medica Services Department because of the mandate by the Control Board to have an annua
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performance gppraisa system for every officer and member. Supplying this research to those involved in
the decisonmaking will facilitate negotiations with the unions for an effective system to replace the

current performance gppraisa system.

LITERATURE REVIEW
Literature dedling with information on 360-degree performance gppraisa systems generdly fits
the 1994 description of Brian O'Rellly:

You've been x-rayed, CAT scanned, poked, prodded and palpated in al the most
embarrassing places. Now akindly professond you've never met is about to pull up a
folder with your name and tell you what he or she hasfound. Only it’'s not your lower
intestine that' s about to be discussed but something even more persond: you: Your
persondity. Theway you ded with people. Y our taents, your values, your ethics, your
leadership. And folks who did the poking and temperature taking weren't anonymous

technicians, but ahalf dozen of your closest colleagues a work. (p. 93)

In 1995, Warren Shavers echoed O’ Rellly when he gtated, “ Findly, 360-degree
feedback can be very scary for ratees. Some of the collected information can be personal or even
embarrassing. It's hard to remember that criticism is supposed to be constructive when a hdf dozen

people have said you are too disorganized.” (p. 1)
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The technical description used for 360-degree performance appraisd ratersis qudified by
Latham (1984) in answering his question, “Who Does the Appraisng?* Latham’s response was,
“Typicaly, thiswould include the person’s superiors, peers, subordinates, clients or customers, and the
employee himsdf or hersdf.” (p. 95) Latham, thinks the popularity of 360-degree appraisal processes
is because these eval uations focus on the future.
The mogt effective strategy for dedling with poor performance isto focus on the future, rather
than on the past. Focusing on the past is generdly unproductive for a couple of reasons. Firg,
there is no way that the past can be undone. Second, it islikely to lead to dispute due to
different perceptions of past events by the appraiser and the subordinate. It istrue that valuable
lessons can be learned from past mistakes, but these lessons are likely to be more paatable to
the learner if the emphagisis on what he or she shdll do differently starting today, then if the
emphasisis mainly on the appraiser’ s perceptions of the employee’ s errors, omissions, and foul-

ups. (p. 97)

Peter Drucker (1966) discussed the performance appraisals that focus on aperson's
wesknesses thisway:

For asuperior to focus on weakness, as our appraisas require him to do, he destroysthe

integrity of his relationship with his subordinate. The many executives who in effect sbotage the

gopraisasther policy manuasimpaose on them follow sound indtinct. It isaso perfectly

understandable that they consider an gppraisa interview that focuses on a search for faults,
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defects, and wesknesses distasieful. . . . It isthe wrong tool, in the wrong Situation, for the

wrong purpose. (p. 85)

Drucker aso stated that the focus of performance gppraisas should be on strengths, not
wesknesses, and that the following four questions will achieve thisgod:

@ What has he or she done well?

(b) What, therefore, is he likely to be able to do well?

(© What does he have to learn or to acquire to be able to get the full benefit from his

grength?

(d) If I had & son or daughter, would | be willing to have him or her work under this

person?
0 If yes, why?
()  If no, why?

Weaknesses are seen as limitations to the full use of his strengths and to his own achievement,
effectiveness, and accomplishment . . . . Question (d)(ii) is the only question not primarily concerned
with strengths.  Subordinates, especialy those that are bright, young, and ambitious, tend to mold
themselves after aforceful boss. Thereis, therefore, nothing more corrupting and more destructive in an
organizetion than aforceful, but basically corrupt, executive. Such aman might operate effectively on
hisown. Even within an organization, he might be tolerable if denied dl power over others, but ina
position of power within an organization, he destroys™ (p. 87)

This change in focus of performance appraisals described by Drucker (1966) may have been

the foundation for the type of feedback appraisalsthat show strengths, and identified weaknesses for
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would be leaders and managers. Thistype of feedback alows these leaders and managers an
opportunity for growth.

In 1995, Stephanie Gruner described one of the driving forces behind the change from the top
down to a 360-degree process thisway:

It used to be smple. Employees met with aboss for a performance review, and either got a

raseor didn't. But timeschange. Intoday’sflatter organizations, more and more companies

redlize they need feedback from people a dl levels. Asaresult, peer reviews and upward

reviews (in which employees review their supervisors) today supplement the traditiona top-

down reviews in some companies. Now, with the latest evolution -- 360-degree reviews -- the

performance evolution has come full circle.

Hymes (1996) describes an example of why the fire service needs feedback from subordinates
to company officers. This example explains why thereis difficulty in achieving such feedback.

Can | speak to you asecond, chief ?... Sure, Tom. What'sup? I'd like to talk about alittle

problem at our station, if | could. | thought that's what captains were for, | teased. Well the

problemisthe captain. It's been going on for along time; everyone s rductant to bring it to

your attention. We keep thinking it'll cure itsdlf, but it's not.

He went on to present a picture of an autocratic type supervisor, maybe even a touch despotic,

who ran the company with an iron fist, and who stifled initiative with sarcastic and demeaning

retorts.
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The type of supervisor he was describing was the bad example we dl read about in our
personnel administration books, but this was not the captain | knew. | found the story
unbelievable, even questioning my own critica perception of others, and perhaps unwilling to
admit my own naivete. However, candid conversation with present and past subordinates
proved the Situation quite true, maybe understated. A confrontation loomed.

Because fire gtations cregate a decentralized workplace, battalion chiefs and above seldom
achieve close contact with subordinate supervisors. We can't monitor supervisory skills directly
aswe might like. We generally observe the company’ s performance and take our cuesfrom
there. Since we, as managers, are charged with tremendous responsibility in terms of employee
development, we require feedback from every angle to ensure that our subordinates are

adequately and appropriately trained.” (p. 109)

Rivera, (1996) discussed the El Paso, Texas Fire Department’ s adopting of a 360-degree

performance appraisal process, “ The data generated by these [360-degree appraisals| were compared

to determine any amount of change. Results indicated that multi- source assessmerts were the wave of

the future.”

There has been rapid growth in the use of 360-degree performance gppraisas. In O'Rellly’s

aticle, severd private industry executives are quoted on their feglings concerning the use of 360-degree

performance appraisals. The following are some of their quotes:

But severa feedback experts Sngle out “ untrustworthy” as the most devastating single criticism

for most people. “Bad listener” stings. Word that your judgement and thinking are subpar will
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rattle dmost anyone too, says Susan Gebelein, vice president of Personnel Decisions Inc., abig
humant resources consulting company in Minnegpolis. “Those are the core competencies’, she
sys.

What's most interesting about feedback isn't the pain it causes, the mechanics of its operation,
or its growing popularity. It isthe huge variety of unpredictable comments -- and potentia
learning -- that it delivers. Most people are surprised by what they hear. Only afraction of
managers have a good grasp of their own abilities. Those with certain blind spots are routindy

judged less effective by co-workers. (p. 94)

Gebdlien goes on to say: Feedback deliversits wallop and generates change -- depending on
the person and the organizationd vaue. If they care about relationships with others, it will have
an effect inthat area. If they emphasize management planning, it will have an impact there aso.
(p. 100)

The presdent of Raychem, a 1.5 billion dectronics and dectrical company in California, says.
he didn’t get any maor surprises about himself, but he was intrigued to learn that he wasn't
fooling his subordinates either. They told Robert Saldich that he wasn't good at contingency

planning. (p. 94)

Most reveding to Joe Mdik, manager of ateam of engineersfor AT& T, wasthat his
subordinates expected things of him he'd never imagined. “1 found out | need to articulate the

vison and mission of our little unit.” | was surprised. Not because | pride myself on my
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visioning, but because we re a heads-down organization working on networking products for
the phone system.

Most people want to know where we' re going, whether the managers heads are screwed on
right, and what | aspire the businessto be.

Many companies are using feedback for culture change to acceerate the shift to teamwork and

employee empowerment. (p. 94)

William J. Miller , aresearch supervisor a Du Pont, helped ingtall afeedback system for 80
scientists and support staff several years ago. A high or low score didn’t predict a scientist’s
ability to invent Teflon, says Miller. But what feedback did was redly improve the ability of
people to work in ateam. Their regard for each other and their behavior (which were damaging

and sdf-centered) are what changed. (p. 100)

The growth of 360-degree performance appraisals was expressed by Stephanie Gruner this
way: “There s no doubt that 360-degree reviews are trendy. A study last year by the American
Management Association reveded 13% of companies surveyed do 360-degree reviews, and the
number is growing.”

Performance appraisals of leaders and managers should be designed to measure these leaders
and managers againg the vaues of the organization. These gppraisas may be trendy, but they are not a

fad according to Warren Shavers, Jr. (1995):



19

Onething isfor sure-- thisisnot afad. Use of multi-rater systems has been increasing for
years. Consultants Ellen van Vesor and Stephen J. Wall say the number of off-the-shef
feedback instruments alone have quadrupled from 1982 to 1992. More are being devel oped

both commercidly and privately dl thetime. (p. 1)

In 1996, Rafael Coldn, who isthe Adminigtrator of Management Education and Devel opmental
Services for the Washington State Department of Personnel, wrote about Washington State' s, use of
360- degree assessmentsin public-sector management:

These are extraordinary times for managersin dl fields of endeavor. The working environmernt,

technology, work force, customer expectations, and the very nature of work itsef, are dl

undergoing revolutionary and constant change. In this changing world, time-honored

conventions of management practices cannot be counted on to garner the same results as they

did in the past. While they drive to keep up with the changes in the workplace, managers must

ded with the additiond chalenges of downsizing, accountability, and ethical dilemmas.

In addition to these chalenges, managers in the public sector must find ways to meet increasing
demands for service with declining resources and satisty the public’s expectations for higher quality
sarvices. To do this, government managers must find way's to manage smarter, increase efficiency, and
improve services,

Management Excellence Through Assessment (META) says that a 360-degree processisafull

perspective feedback and developmental process that enables managers to see themselves as others see
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them. Pergpectives from staff, peers, and supervisors are synthesized and returned in a confidentia
report that portrays both management strengths and development needs. The focus of the insrument is
to strengthen management and leadership practices consdered critical for successful performancein the
public sector. (p. 1)

Colon explains the development and design of this system:

U.S. Office of Personnel Management created the Management Excellence Insirument (MEI).
DOP expertsin the areas of test design, psychometrics, and assessment substantialy customized the
MEI, expanding it from a two-dimension assessment to a multi-rater survey.

To identify the characterigtics of management excellence, DOP studied public-sector managers
who demondirated success in supervising staff, managing programs, directing resources, facilitating
teams, working with the legidature, and related functions. Critical incident interviews were conducted
with these “ master performers’ to identify the practices that are considered critical for successful
managerid performance,

An andysis of the “best practices’ of these managers was coupled with the knowledge, kills,
and abilities recognized in the stat€' s performance-gppraisal process for managers. Thisinformation
was then didtilled into 74 questions on specific management practices that were consdered criticd to the
role of the public sector manager.

The 74 questions were grouped into 12 competency aress as follows:

-Leadership
-Accomplishment Orientation

-Technica Competence
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-Human Resources Management
-Monitoring/Evauation

- Representation and Coordination
-Communicetion

-Interpersond Skill

-Aanning

-Guidance/Coaching
-Fnencid/Materid

-Externd Awareness

Three Environments of the 12 Competencies
Organization. Effective managers are the linchpin between the work group and other
organizationa units and activities externd to the work group. There are two management
competenciesin this environment: 1) representation and coordination; and 2) externd
awareness. The management practices related to each competency are those that are important
for integrating work-group activities with the activities of other program units and with clients.
Team. Effective managers use the expertise of the work group members they manage. There
are five management competencies in this environment: human resources management, planning,
financid/materid, guidance/coaching, and monitoring/evaluation. The management practices

related to each competency are those that support and encourage the work group’ s efforts.
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Personal. Effective managers possess the essentiad knowledge, skills, and persond style that
enhance organizational and work-group functions. There are five management competenciesin
this environment: accomplishment orientation, technical competence, interpersond skill,
communication, and leadership. The management practices related to each competency are
those that have a productive effect on the tasks and improve the socia context in which the

manager works. (p. 4)

The discussion on how the process works is described this way by Colon:

Thethree leves of interaction in the META 360-degree process are systemic in nature. The
manager operatesin dl three environments in varying amounts of time -- often smultaneoudy.
These three operating environments cut through the entire structure and organize the
competency areas and management practices.

The META 360-degree process begins with an orientation sesson to help participating
managers understand what to expect from the process, how to profit most from it, and the
importance of rater sdlection and education. The education of raters helps to minimize rater bias

and improve the qudity of the data for meaningful developmentt.

Surveys are completed by:
-The participating manager;
-Hisor her supervisor;

-Hisor her peers (@minimum of 2, preferably 4); and
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-Hisor her gaff (aminimum of 2).
Raters return the questionnaire answer sheets to DOP for automated scoring. The scoring process
caculates the responses and creates a report that includes:

-Individud skills profile;

-A competency bar graph by group (a chart representation);

-Competency responses by group (a numeric representation);

-Management strengths; and

-Developmenta needs. (p. 4)

Shaver discusses the same generic process as described by Coldn and O’ Reilly. Remarkably,
thisisthe type of process that was performed on me by the George Washington University’s Center for
Excdlence in Municipd Management (the "Center), a program for Digtrict Government Employees.

The literature reviewed indicated that the best place for additiona information on 360-degree
performance gppraisas, and how they could benefit the Didtrict of Columbia Fire and Emergency
Medica Services Department in the development of officers into better leaders and managers, would be
to contact the Center for Excdlent in Municipa Management.

On October 2, 1998, in an interview conducted with Mark Bigelow of the George Washington
Universty's Center for Excellence in Municipa Management, he explained that the 360-degree
performance gppraisas used by the Center was a program owned by the District of Columbia
Government. It had been purchased from the United States Government and was devel oped by the

Office of Personnel Management. Mr. Bigelow explained that the Program was cdled “USA Careers’,
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and that there were many different types of employee classfications and performance appraisals for
these classfications. He went on to explain that it was a computer-based system, and that he was
performing the data entry from the information on each form. However, thiswas not the way the system
was designed to be used. During the discussion, Mr. Bigdow sad that the Digtrict of Columbia Office
of Personndl’s Center for Work Force Development would be a good source of information on how the
USA Careers System would be used by agencies of the Didtrict Government.

In two subsequent interviews with the Didrict of Columbia Office of Personnd’s Center for
Workforce Development’s Director, Dr. David J. Pass, and Training Manager, Ms. Gillian Myers,
va uable information was gained regarding the development and use of the USA Careers program for
the Didrict Government Agencies.

In an interview with Dr. David J. Pass on April 3, 1998, he explained that the history of the
USA Careers program started about three to four years ago when the United States Office of Personnel
Management decided to smplify job classfication. Theintention was to broadband many of the current
classficaionsinto areas that required common skills. The common skills were broken down into three
bands Managerid Supervisor, Executive (Professond and Adminigrative), and Clerica and Technicd.
The intention would be to have jobs that would have not only common skills, but o transferable
ills.

Employees of the District Government were part of the consortium that worked on this project
for the Federal Government. This consortium devel oped two programs. One was the 360-degree

assessment program, USA Careers, and the other was titled Human Resource Manager.
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The Human Resource Manager Program would assist human resource managers with the
matching of skillsand job classifications. USA Careers would provide assessments of employees that
would identify strengths and weaknesses, plus provide a developmenta plan for the employee. In some
cases, employees may find that it would be in their best interest to change job classifications.

When asked about the use of 360-degree performance appraisas for pay raises and
promotions, Dr. Pass explained that there were severd factors that would have to be considered. Fir,
that the assessment was designed to be private for the ratee, and that the effectiveness of 360-degree
gppraisas was based, in part, on it being confidentia. If these assessments were to be shared with
supervisors, then al would be informed up front. Dr. Pass did agree that the 360-degree performance
appraisa could be used asthe basis for a performance contract and that the exceeding of objectives
could be linked to higher pay.

Linking the USA Careersto the agencies of the Didtrict Government was the responsibility of
the Center for Workforce Development’s Training Manager, Ms. Gillian Myers. In apersond interview
on April 7, 1998, Ms. Myers explained the ability of Digtrict Government Agenciesto use the USA
Careers Program. Ms. Myers explained that it was a computer-based system that could be used on the
Digtrict Government Internet. Each office would have a password, and the password would open the
program to alow for data to be entered. However, only the person being assessed could gain access to
the data in its completed form. Thiswould alow the assessment to be confidentia.

The system is currently set up asamode at the personnd office. In the near future, the system
would be offered at Sx career assessment centers that would be located at facilities throughout the

Didrict Government. Ms. Myersfelt that this program, when in place, would fit into the technology
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plansfor dl Didrict Government Agencies, and would be a very cost- effective method to conduct 360-
degree performance gppraisas. The interviews with Ms. Myers, Dr. Pass, and Mr. Bigelow, combined
with the writings of O’ Rellly, Shavers, Latham, Drucker, Gruner, Hymes, Rivera, and Coldn, provided
the factua information that a 360-degree performance appraisal system could be an effective
performance feedback system for use in the Didtrict of Columbia Fire and Emergency Medica Services

Department.

PROCEDURES

This evauative research project began with areview of published materids at the Geman
Library located on the Campus of George Washington University in Washington D.C., and at the
Emergency Training and Learning Resource Center, in February of 1998. Additiond literature reviews
were conducted at the George Washington University’s Center for Excellence in Municipa
Management, the Didtrict of Columbia Fire and Emergency Medica Services Department’s Training
Academy, and the author’s personal library, and were conducted for related information between
October 1997 and March 1998.

The literature review was directed toward gathering information about the use of 360-degree
performance appraisas.

Interviews were conducted with Mark Bigelow, George Washington University’s Center for

Excelence in Municipa Management, on October 2, 1997; Dr. David J. Pass, Director, Didrict of
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Columbia Office of Personnd’s Center for Workforce Development on April 3, 1998; and Ms. Gillian
Myers, Training Manager, Didtrict of Columbia Office of Personnd’s Center for Workforce
Development, on April 7, 1998. Follow-up questions were directed to these individuals throughout this
project astechnica or higorica information was discovered.

Based on my persona experience with a 360-degree performance appraisa in July 1997, | felt
it was an excdlent insrument for fire officers to receive feedback on their performance.

| shared my experience with newly-appointed Fire Chief Donad Edwards and Assstant Fire
Chief Hoyd Madison. After much discussion on 360-degree performance appraisas, Fire Chief
Edwards granted permission for me to conduct a pilot program using 360-degree performance
gopraisas. The Fire Chief wanted the pilot program to have the following boundaries to prevent any
misunderstandings between labor and management:

The pilot program was to use four volunteers -- one from each of the following ranks in the
department: Sergeant (lowest level supervisor), Lieutenant (assigned as platoon company officers),
Captain (assgned as company commanders and platoon company officers), Battalion Fire Chief
(Battalion Commanders and Incident Commanders). These officers would represent the diversity of the
department.

Each volunteering officer would have a 360-degree performance appraisal conducted on them.
These officers would be rated by their supervisor, peers, subordinates, and themsaves using an
indrument with 45 questions that measured 19 competencies. (Appendix B -- USA Careers, Questions
and Competencies) After the gppraisal process was completed, each individud was privatdy

counseled on their 360-degree performance appraisal by Mark Bigelow. Mr. Bigelow conducts
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assessment reviews for the Center for Excellence in Municipa Management. These volunteers were
then given gpproximately one month to reflect on their appraisal. | conducted an interview with each
volunteer usng the same questions to gain insight into their experience of receiving a 360-degree
performance appraisal. (Appendix C -- Interview Questions for Filot Program)

The questions were designed to gather information on each individua's experience of receiving
the feedback provided by a 360-degree performance gppraisa. The answersto these questions were
used as part of the development of the answers to the research questions posed for this project:

Question 1
What portion of the 360-degree performance appraisal focused on the type of feedback afire

officer needs, or does not need, and why?

Ser geant Fdt that dl portions were necessary. His opinion changed after he
received the feedback because of the way the instrument was designed

with common ground.

Lieutenant Thinks the entire program was excellent and focused on your strengths
and wesknesses from dl angles. The important thing is to have honest

raters. The categoriesfit the needs of afire officer.

Captain | thought it focused on leadership and team building and was awell-

rounded look at al the aspects of what | do everyday.
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After receiving feedback, not one portion had more merit than the next.
Therefore, | fed it isimportant to get the entire feedback from dl

portions and to get honest replies from your raters and yoursdlf.

Question 2

Based on the feedback, were there identified strengths and weaknesses that you did not

anticipate?

Sergeant

Lieutenant

Captain

Always with something like this, your ego will make you grade yourself
harder. | think most people know their weaknesses, and there was
common ground between mysdf and my raters. | think you have a
tendency to grade yoursdf down on your strengths, but | was surprised
in severd of the areas | received higher marks than | gave mysdf.

| got one surprise. It was aweakness and was rated the same by
everyone except me, o | knew thiswas an area | needed to work on.
The rest wasin line with what | thought, however, | did find one area of

strength | did not expect, and three weaker aress.

Looking at the graph, thereis not awide margin of difference between

the raterson any area. | thought | got higher marks in my Interpersona
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Sillsthen | expected. | am amazed at the congstency of the graph

throughout, and that | received such high marks.

| tried to get people who would rate me justly and honestly. | was
surprised that the people basicdly rated me the same as | rated myself.
The only difference wasthat | got higher ratings from othersthan | got

from mysdf.

Question 3

What isyour overdl opinion of 360-degree performance appraisas, and would you recommend

it be used for officersin the Digtrict of Columbia Fire and Emergency Medica Services

Department? Why or why not?

Sergeant

Lieutenant

Genericdly it isavery sound program that alows you to focus on one
or two areasto work on. | would strongly recommend it for
supervisory personnd in the department. It could be tailored to the
various ranksin the department to alow for more focus on the

objectives of the department.

| would strongly recommend it for officers. It was very beneficid and

can only make you stronger. Sometimes as officers, you operate with
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blinders on, and don’t redize what is going on around you. The

evauation gives you an opportunity to see and to grow.

Redlly good program. It covered everything. Some questions did
cover hisjob. It wasexcdlent. It gave me an opportunity to improve
because | gave it to honest people and that's important. Average
people will be leery of thistype of program, but | think good leaders
will embrace this as an opportunity to improve. | think it could renew
some spirit in others. When a person has a problem area explained to

them, and are given some goasto srive for, it can redly be something

positive.

| would recommend it for every officer in the department. Officerswill
gain ingght into their leadership styles, and into their stronger and
weeker areas. However, everyone must give just and honest answers.

That isthe critical part of this program.

Question 4

Having recaived this feedback, did it help you to focus on how you can devel op skills that will

make you a better leader and manager?
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| am dready working on severd criticd areas| identified from the
survey. | am aso looking into severd training models and reading
publicationsthat | think will improve my skillsin the areas thet |

identified aswesk. | believe that once the individuas receive their

feedback, they will begin developing a plan to improve themselves.

Onething isto improve my problem solving skills. | have other weaker
areasthat | can focus on, but now | have set short and long-term goals.
Now | am aware of areas where | can obtain specific training that will

help meimprove.

To be honest, I'm the type of person who watches other people who
are the best at what they do, and then try to learn from them. | enjoy
learning new things and staying current. | so have adesreto day at
the top of thelinein my skills. However, | do have saverd aressto
work on, and | will try anything to make me better at what | do. |

anticipate taking some type of training for improvement in the future.

| looked &t the graphs to find areas that showed large differences
between the raters and myself. | have critiqued mysdf in these areas,

and some are as Imple as forcing mysdf to better plan or improve my
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scheduling. Otherswill require some additiond training to help develop
skills. That iswhy | think it is so critical to receive just and honest reting
from people.
Limitations
This research could have been flawed by severd factors. Firgt, only having one person from
each of the officer ranks, (Sergeant, Lieutenant, Captain and Battalion Chief) could have generated
some less-favorable opinions of 360-degree performance gppraisds. Using alarger number of officers
could have generated a labor management problem and the pilot program may not have been possible.
Second, the individuas selected for the pilot program were the officers that | consider to be
top-knotch officersin the Didtrict of Columbia Fire and Emergency Medica Services Department.
There could have been some negative feedback on the project had some random method of picking the
officersfor the pilot program been used.
Third, due to time congtraints, it can only be speculated that each of the officersin the pilot
program will improve on their identified wesknesses from the survey. The time frame of this project
does not alow the opportunity to see the development of these officer’s leadership and management

ills

Definitions
BROAD-BANDING OF JOB CLASSIFICATIONS. Thisisanewer concept that
dlows for adifferent method of classfications of employees. This concept allows employers more

flexibility in two aress. (i) the assgnation of compensation levels; and (i) the utilization of manpower.
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For example, it will diminate many job titles that tend to intimidate employees. Broad-banding reduces
the number of pay grades which prevents grade switching to achieve pay increases. It aso facilitates

more of ateam-oriented reward system.

Ratee. The person who isthe subject of the performance gppraisa.

Rater. Isaperson who is completing a performance gppraisal questionnaire on the ratee.

RESULTS

1 Can a 360-degr ee performance appraisal system provide feedback to develop
the leader ship and managerial needs of officersin the Digtrict of Columbia Fire

and Emergency Medical Services Department?

The information to answer this question is found in the reviewed materids and in the pilot
program that was conducted for this project.

When looking at the benefits of using 360-degree performance appraisa feedback, the
development of the individua receiving feedback is the focus of the appraisd. Theindividua will

receive feedback from dl angles, which can uncover strengths and weaknesses the manager may not
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have even congdered. Thisfeedback provides different information from many different untapped
sources. This feedback can become the developmenta leadership and manageriad godsfor the officers.
SKill and behavior improvements aid in the development of leaders and managers by making

them accountable for their own improvement. The best way to look at a 360-degree performance
appraisal systemis as a source of information that make better leaders and managers. (Shaver, 1995,
p. 13)

These benefits are echoed by many of the comments made by the officersin the pilot program.
When asked what portion of the 360-degree performance appraisal focused on the type of feedback a
fire officer needs, or does not need, and why, dl the officers responded that al portions were essentia
for the feedback they needed to improve their skills. The comment from the Captain summed it up best:
“I thought it focused on leadership and team building and was awel-rounded look at al the aspects of

what | do everyday.”

2. How will the feedback from a 360-degr ee perfor mance appraisal achieve the
city and department values of accountability and improved customer service?
The feedback from the 360-degree performance gppraisa can be matched to the organizationa
vaues. In many cases, the supervisor does not know what the subordinates expect of them. For
example, Joe Mdik said, “his subordinates expected things of him he' d never imagined. | found out |
needed to articulate the vison and misson of our unit.” (O'Rellly, 1994, p. 94) This examplerelatesto

the lack of feedback received by officersin the department. The officers do not redlize that their
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subordinates are expecting them to articulate vison and misson of the department, division, battalion
company, or unit.

Teamwork is preached at every level of the fire service. However, many timesit islacking, as
was pointed out by Hymes (1996), in his example of the Captain in charge of the sation. (p. 109) Full
circle or 360-degree performance appraisas will make people more accountable to their subordinates,
peers and supervisors. Feedback isreceived from dl levelsin ther gppraisd. In many casss, it is
anonymous, but if the feedback is the same from at every levd, it becomes hard to dispute.

The comment by Gebelien, “ Feedback deliversits wallop and generates change depending on
the person and the organizationd value. If they care about relationships with others, it will have an effect
inthat area. I they emphasize management planning it will impact there.” (O’ Rallly, 1994, p.100).

When asked about recommending the use of 360-degree performance gppraisas during
interviews with the officersinvolved in the pilot program, some of their comments were, “1 strongly
recommend it for officers because it could be tailored to the various ranks in the department to allow
more focus on the objectives of the department. When a person has a problem area explained to them,
and are given goasto drive for, the end result can be pogtive. Officerswill gainingght into their
leadership styles, and into their stronger and wesker aress.” These statements are an indication that the
department can achieve better accountability and improved customer services interndly, which can
quickly become externd values.

Accordingly, the comments mentioned above, combined with those of Gebelien and the
reviewed materias, provide the support that a 360-degree performance appraisal can achieve the city

and department va ues of accountability and improved customer service.
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3. Should pay and promotions be linked to an officer’s 360-degr ee performance
appraisals, in the District of Columbia Fire and Emergency Medical Services

Department?

At thistime, the linking of pay raises and promotions to an officer's 360-degree performance
gppraisa is not supported by the research of this project. The focus of 360-degree performance
gppraisas should be on feedback for development, and not on compensation.

In the Didrict of Columbia Fire and Emergency Medica Services Department, the mgority of
the officers are uniformed firefighters (gppointed to the department as afirefighter). Other officers are
supervisors of the civilian workforce (not gppointed to the department as firefighters). Therefore,
uniform officers receive promotions through a competitive process, and their pay increases two ways.
Fird, pay raises are part of the collective-bargaining process between labor and management. Second,
are the service longevity step increases. These increases include pay increases and are based on
individua performance appraisas.

In my discusson with Dr. David Pass on April 3, 1998, he indicated that using the 360-degree
performance appraisals for promotions and pay raises would not be something that he would
recommend. He ft that because there were so many variables that came into play, and because thisis
an assessment tool designed to be private for the ratee for use in their development. Dr. Pass could see
some potential use down the road with a performance contract that had goas and objectives that were

agreed upon by the supervisors and individuas.



38

The reviewed meterias support Dr. Pass opinions on linking 360-degree performance
gppraisasto pay and promotions. One company president, used it as a developmenta tool, rather than
apunitivetool. The 360-degree review is optiond in his company, and is given six months before
gppraisastied to compensation. This dlows the ratee time to learn from the 360-degree reviews and
make changes prior to their sdlary appraisas.

David Antonioni, an associate professor at the school of Business at the University of
Wisconsn-Madison, concurs with having two types of evauations. 1t encourages honest feedback.
Besides, he says, “peers don’t want to make compensation decisions about each other.” (Gruner,
1997, p. 102).

The use of 360-degree performance gppraisals for pay and promotionsis summed up nicely by
O'Rellly, (1994), “The results won't necessarily determine your pay, promotions, or terminations. At
least not yet. The technique, asit is now agpplied, doesn't work well for that. When [Whd] itis
designed to do is provide information that you can use to become a better manager, scores from
handpicked pa or from randomly chosen associates typicaly turn out remarkably similar.( p.93)”

The linking of pay raises and promotions to an officer's 360- degree performance gppraisd is
not supported by this research. However, the research strongly supports the need to use 360-degree
performance gppraisals for the development of leaders and managers. In the case of the Didtrict of
Columbia Fire and Emergency Medica Services Department, most pay raises and promotions are
linked to processes. These processes do not provide individuas with the feedback they need to
develop into better leaders and managers, which is provided by the 360-degree performance

gppraisas.
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4, Would it be cost effective and within the technology improvement plan for the
District of Columbia Fire and Emergency Medical Services Department to

implement a 360-degr ee performance appraisal system for its officers?

In order to be cost effective, it is recommended that 360-degree performance appraisas be
used as part of a computer-based system. An important cons deration, when using a computer-based
system, isthat the raters and ratees fed assured that there is confidentiaity in the sysem. (Shavers,
1995, p. 6)

On April 7, 1998, Ms. Gillian Myers explained in a telephone conversation that the USA
Careers program is a computer-based system, designed to have the data from the questionnaire entered
directly into a computer through the Digtrict Government Internet. Each person will have a password
that allows them accessto the USA Careers Program. The raters can be selected by the ratee or by
the ratee’ s supervisor. In ether case, only the ratee would be able to retrieve the results of their 360-
degree performance appraisd. She dso explained that dl District Government Agencies will be linked
to the Digtrict Government Internet, and these technology upgrades are currently underway. Thereisan
operationad model system currently set up in her office at the Didrict of Columbia Office of Personne’s
Center for Workforce Development.

The use of USA Careers as 360-degree performance gppraisa systemsfor the Didtrict of
Columbia Fire and Emergency Services Department will be cost effective and within the technology

improvement plan for the department.
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DISCUSSION

When looking a implementing a performance appraisal system for officers of the Didtrict of
Columbia Fire and Emergency Medica Services Department, consideration must first be given to the
vaues of the organization. Will the performance gppraisal system develop those officersinto leaders
and managers that hold the same values as the organization. The use of a 360-degree performance
gppraisa system is an instrument that can perform these tasks.

Since August 1, 1958, the Didtrict of Columbia Fire and Emergency Medica Services
Department has been using a performance gppraisa system that provides no feedback to officerson
how they can become better leaders and managers. (Appendix A, Performance Appraisa Forms) In
Spite of this system, the department has managed to produce many outstanding leaders and managers.
This has been the result of individuas attending classes and paying attention to what works, and what
does not work. The feedback they receiveisinforma and is only written when in the form of sometype
of disciplinary process.

The example by Hymes (1996) is a description of why the fire service needs to give feedback
to company officers from al angles -- supervisors, peers, co-workers and subordinates. Tom, the
firefighter, asks to spesk to the chief. Tom tellsthe chief thereis a problem in the station, and that the
problem isthe captain. The problem has been going on for along time and is not getting better. Tom
describes the captain as an autocratic supervisor, who is an iron-fisted boss, and uses sarcastic and

demeaning retorts on people when they show initiative. (p. 109)
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The type of stuation noted above happens when there is no feedback given to managerson
their strengths and weaknesses. | have seen and worked for officers who act the same as this Captain.
In amost every case, they quickly lose the respect of their co-workers, subordinates, and supervisors.
Many have asked for feedback when they redlize people are not responding to them in a positive
manner.

Coldn's opening statement in his 1996 article, “Use of 360-Degree Assessments by Public-
Sector Management”, appears to be written for the officers of the Digtrict of Columbia Fire and
Emergency Medica Services Department:

These are extraordinary times for managersin dl fields of endeavor. The working environmernt,

technology, work force, customer expectations, and the very nature of work itsef, are dl

undergoing revolutionary and constant change. In this changing world, time-honored

conventions of management practices cannot be counted on to garner the same results as they

did in the past. While they drive to keep up with the changes in the workplace, managers must

ded with the additiond chalenges of downsizing, accountability, and ethical dilemmas.

The ability to receive feedback on the 19 competencies covered in the USA Careers, 360-
degree performance gppraisas (Appendix B, USA Careers, Questions and Competencies) isan
advantage to dl officers. The four officersin the pilot program for this project had a 360-degree
performance gppraisa performed on them using the USA Careers program. Each was interviewed
about this experience using the same questions (Appendix C, Interview Questions for Filot Program)

When asked to be part of the pilot program, each officer was given two guarantees. Thefirst guarantee
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was that | would not see their 360-degree performance appraisals; the second was that | would arrange
for someone to explain their gppraisas to them and to give them support in developing a plan to make
them better |eaders and managers.

When asked what portion of the gppraisal focused on the type of feedback they needed,
everyone stated that al portions were needed, and one officer changed his mind after receiving his
feedback.

In question 2, each officer was asked if their feedback had identified strengths and weaknesses
that they had not anticipated. Each officer had received information they had not anticipated, and most
of the feedback was more positive than they anticipated.

When asked if they would recommend 360-degree performance appraisas for officersin the
department, the officers responded that they would recommend its use for officers in the department.

When asked if the feedback had helped them to focus on how to develop skills that would
make them better leaders and managers, al officers stated that they had aready taken some type of
action to make themselves better |eaders and managers.

The common thread between each of these officersis they are willing to try dmost anything that
they think will make them better a their jobs. Hakaki (1995) explains that how a manager deals with
change tells alot about them.

L ess-effective managers didike change. They prefer awork environment marked by
predictability, order and stability. Many believe that turbulence in their firmsisthe

“fault” of senior management. Othersfed it istemporary.
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How do you look at change? Asatemporary evil, or as an appeding fact of lifein
business? Do you embraceit or try to avoid it? Areyou energized by it, or are you
happy only with order and stability (p. 10)?

The vaues of the city are changing, and the need for better accountability and improved
customer services will have to be embraced by the leaders and managers of the Didrict of Columbia
Fire and Emergency Medica Services Department. A full-circle performance appraisal is amethod to
help the organization embrace these vaues.

O Relilly (1995) has a comment on how the organizationa values and the use of 360-degree
performance gppraisasrelate. Says Gebelein at Personnd Decisons. “Feedback ddliversitswallop
and generates change depending on the person and the organizationd vaue. If they care about
relationships with others, it will have an effect in that area. If they emphasize management planning, it
will impact there.” (p. 100)

The use of 360-degree performance gppraisas to determine pay and promotions was not
supported by this research. This would not be necessary for the officers of the Didtrict of ColumbiaFire
and Emergency Medica Services Department to have pay and promotions linked to these gppraisals.
The vast mgority of the officers will embrace any opportunity to become better leaders and managers,
as was witnessed by the actions of the officers who took part in the pilot program for this project.

In summary, the use of a 360-degree performance gppraisa system for officers of the Didtrict of
Columbia Fire and Emergency Medica Services Department holds the key to achieving organizationd
vaues. In addition, the feedback from the 360- degree performance appraisal system will provide every

officer with an opportunity to improve their leadership and management skills. The USA Careers
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program is dready in place for use by the Digtrict Government Agencies. Using the 360-degree
performance appraisal system, as part of apay raise or promotion, is not necessary for the system to be

effective

RECOMMENDATIONS

The Didrict of Columbia Fire and Emergency Medica Services Department should develop an
incrementa plan to implement a 360-degree performance gppraisal system for the officers of the
department. This recommendation is based on the following factors: (i) it will provide the officers of the
department with the feedback necessary to develop their skills as leaders and managers, (ii) the USA
Careers program is available to the department through the Didrict of Columbia Office of Personnd’s
Center for Workforce Development, and (iii) the current performance appraisal system for the Didtrict
of Columbia Fire and Emergency Medica Services Department will be changed in the near future.

Changesin the values of the city and department to have more accountability and improved
customer service will require the department to develop it officersinto better leaders and managers.

The use of a USA Careers 360-degree performance appraisal system proved to be an excellent
feedback tool for the officers who were exposed to it in the pilot program. The USA Careers system
uses 45 questions that measure 19 competencies. These competencies included itemsthat are digned
with the values of more accountability and improved customer services (.., client orientation, cregtive

thinking, interna controlsintegrity, team building, salf direction, planning and evauating, problem solving,
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leadership, managing diverse workforce, vison, etc.), but the feedback from these items would benefit
any officer of the Didtrict of Columbia Fire and Emergency Medica Services Department.

The officers who participated in the pilot program recommended that the department use a 360-
degree performance gppraisal. In addition, the officers developed plans to improve their skills as
leaders and managers based on the feedback they received. All officers agreed that the key to success
for any 360-degree performance appraisa system would be to have raters who would be honest and
just.

Being honest and just as arater would be easier if pay raises and promotions are not linked to a
360- degree performance appraisa. According to David Antonioni, an associate professor at the school
of Business a the University of Wisconan-Madison, agrees that separating the two types of evauations
makes logica sense and encourages honest feedback. Besides, he says, “peers don't want to make
compensation decisions about each other.” (Gruner, 1997, p. 102)

The USA Careers program was overwhemingly embraced by the members of the pilot
program. Ms. Myers (1998) stated that the USA Careers program is available for use by the
department. The cost should be minima &t this time, and will be even less when the technology
upgrades are completed.”

The current performance appraisal system that provides no feedback will have to be changed,
and | would recommend that the department implement a performance evauation system for every
member to meet the mandates of the Control Board. This system should not be a 360-degree

performance appraisa system. However, it could provide some feedback to members.
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Implementing a 360- degree performance appraisal system for officers should be done
incrementally. These incrementd steps could include: that a 360- degree performance appraisal would
be performed on al officers attending officers candidates school; having it performed on al members
above the rank of Captain, making it part of any leadership training programs conducted by the
department; and offering it to dl officers upon their request.

It will be important to share the vison and explain the rewards of using a 360-degree
performance gppraisal system to every member of the department. Implementing this system will
require negotiating with labor so they should be involved during every phase of implementation, even
when it does not effect bargaining unit employees. Open and honest communications will be the key for
implementation of a 360-degree performance gppraisa syslem. The identified incrementa steps can
provide more background information on benefits or pitfals of 360-degree performance appraisals.
The final goa would be to have a 360- degree performance appraisa system that would provide
feedback to every member of the department that would alow them to develop into better leaders and
managers.

The recommendations set forth above are made with hopes that the Didtrict of ColumbiaFire
and Emergency Medica Services Department will have a performance gppraisal system that provides
the feedback needed to devel op the potential leaders and managers of this department as a step
forward into the ever-changing future. | constantly think of a sSidebar quote from Shavers, (1995) the
quote is from Dick Bestty in “Across the Board” -- “Without candor, you won't have trust. Without

trust, you won't have risk-taking. And without risk-taking, you won't have creativity and innovation



(p-3). When you find someone who embodies the traits of candor, trudt, risk-taking, cregtivity and

innovation, you may have found aleader.

47
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ARTICLE XII

Appointments, Probationary Service, Promotions, Resgnations

SECTION 2. PROBATIONERS:

Appointees are subject to a 12-month probationary period and may be dropped from therolls a
any time during that period for unsatisfactory service. The probationers work at the Training Academy,
in quarters, and on the fireground should be carefully observed. If any indication of inefficiency in any
regard presentsitsdf, it shal beimmediately brought to the attention of the Fire Chief through proper
channels,

Probationers, upon appointment, will be detailed to the Training Academy for ten weeksto
attend the Probation Training Course. Upon satisfactory completion, the probationer will be assgned to
acompany, and will be required to successfully complete the F.D. Form 121 Series, i.e., F.D. Form
121.3 through F.D. Form 121.11; F.D. Form 121.3 to be submitted upon completion of probationer's
third month of service, and one each month theresfter, in numerica order, for the next eight months.

F.D. Form 118, Monthly Work Performance Evaluation Report, shal be submitted

concurrently with the F.D. Form 121 Series.

SECTION 3. PERFORMANCE RATING FOR SERVICE LONGEVITY STEPINCREASES:

Public Law 85-584, approved August 1, 1958, provides that no uniformed member shall be
entitled to a service or longevity step increase in salary unless he has a " current performance rating” of

satisfactory or better.
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Asused in these regulations, the phrase "current performance rating” isinterpreted to mean the
last officialy recorded rating unless adminigretive action is pending on an unsatisfactory reting, in which
case the current performance rating will be considered the rating upon which such action is pending.

In the event that the anniversary date of an employee on which an unsatisfactory reting is
pending is passed without action as required by these regulations due to adminigtrative processing, such
an incident will not prevent the employee from receiving a service or longevity step increase if hislast
officidly recorded rating was satisfactory. Inthis case, the employee's last officialy recorded rating will
be consdered as his current rating.

In the event that the anniversary date of an employee whose last officid recorded rating was
unsatisfactory is passed due to adminigtrative oversight, such incident will not prevent the employee from

recelving a service or longevity step increase.

SECTION 4. RATING OFFICERS - DEFINED:

Ratings on members of the Fire Department will be made by:
1.  The Deputy Fire Chiefs on members below the rank of Deputy Fre Chief;
2.  The Assgant Fire Chief on the Deputy Fire Chiefs, and

3. The Fre Chief on the Assgtant Fire Chiefs.
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Performance ratings for the purpose of service/longevity step increases will not become fina
until gpproved by the Fire Chief. The Fire Chief may, in his discretion, gpprove or disapprove ratings
assigned by rating officers.

Unsatisfactory ratings will not be approved by the Fire Chief until the
member is given an opportunity to appeal the proposed action. If the member decidesto apped the
action, afind decison by the Fire Chief on the rating to be assgned will be ddayed until such time as he
has congdered the recommendation of the Performance Rating Appeals Board. The Fire Chief may, in
his discretion, accept or regject recommendations of the Performance Rating Appeals Board. The

decison of the Fire Chief will befind.

SECTION 5. RATING FORMS SUBMITTED:

Fire Department Form 50 (Revised 1976) shal be prepared, executed, and forwarded (origina
only) to the Adminidrative Divison by responsible officers, as indicated below, 30 days prior to the

date upon which the rated member is scheduled to receive a service or longevity step-increase.

Hrefighting Divison:

Frefighter:
Form prepared by company commander and forwarded, with recommendation thereon, to
battalion platoon commander who shdl forward, with recommendation thereon, to platoon

Deputy Fire Chief for rating.
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Sergeants, Lieutenants, and Captains.
Form prepared by battalion platoon commander and forwarded, with recommendetion

thereon, to platoon Deputy Fire Chief for rating.

Battdion Fire Chiefs

Form prepared and rating assigned by platoon Deputy Fire Chief.

(If asatisfactory rating has been assigned to the above personne, the platoon Deputy Fire
Chief shdl check the appropriate block on the DC Form 276, sign it on the line for
"Supervisor Signature”, atach it to the FD Form 50 and forwarded both forms to the Budget

and Accounting Office.

If an officer or member isto recaive an unsatisfactory rating, the platoon Deputy Fire Chief
shall return the unsigned DC Form 276 with the gppropriate documentation attached to the

gppropriate Assstant Fire Chief.

Divisons Other Than Frefighting:

Members below the grade of Sergeant:

Form prepared by immediate superior of member concerned and forwarded, with

recommendation thereon, to Head of Divison for rating.
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Officars.

Form prepared and rating assigned by the Head of the Division.

If asatisfactory rating has been assigned to the above personnd, the Divison Head shal
check the appropriate block on the DC Form 276, sgn it on the line for " Supervisor
Sgnature’, attach it to the FD Form 50, and forward both forms to the Budget and

Accounting Office.

If an officer or member isto receive an unsatisfactory rating, the Divison Head shdl return the
unsigned DC Form 276 with the appropriate documentation, and have it forwarded to the

gppropriate Assstant Fire Chief.

Divison Heads (Deputy Fire Chief):
Form prepared and rating assigned by the Assistant Fire Chief under whom they serve. The
signed DC Form 276 shall be attached to the FD Form 50 and forwarded to Budget and

Accounting Office.

Assgant Fire Chief:
Form prepared and rating assigned by the Fire Chief. The sgned DC Form
276 shdl be attached to the FD Form 50 and forwarded to Budget and

Accounting Office.
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SECTION 6. RATING CONTEMPLATED-ACTION TAKEN:

Seventy days prior to the submisson date of a F.D. Form 50 on an officer or member, other than
aprobetioner, the responsible officer shal submit aF.D. Form 50.1 to the Fire Chief stating whether or
not an unsatisfactory rating is contemplated for the officer or member concerned.

Except as provided for below, no officer or member shall be assigned arating of unsatisfactory
unless he has been given anotice in writing at least 90 days prior to the effective date of the rating,
which natice informs him (1) of the contemplated rating of unsatisfactory, (2) how his performance fails
to meet requirements, and (3) how he may improve his performance. Notices of proposed
unsatisfactory ratings will be issued only by rating officers (Deputy Fire Chiefs, Assstant Fire Chiefs, or
Fire Chief). Any officer below the rank of Deputy Fire Chief, who believes that any officer or member
whose performance rating he recommends should be given an unsatisfactory rating, must submit a
recommendation to this effect with reasons therefore to the gppropriate rating officer. Such
recommendations are to be submitted through the appropriate rating channels.

Whenever an advance notice of proposed unsatisfactory rating isissued, a specia report thereon
shdl be sent to the Fire Chief setting forth, in detall, the circumstances surrounding the contemplated
adverserating.

Exception: An unsatisfactory performance rating may be assigned an officer or member for
violaion of any of the rules of the Department, whenever such violation occurs within the 90-day period

prior to the effective date. Such violation shal obviate the required warning rating.
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SECTION 7. UNSATISFACTORY RATING-OFFICER OR MEMBER NOTIFIED:

An officer or member, whose performance is rated unsatisfactory by his rating officer, will be
notified in writing by the Rating Officer of the circumstances surrounding the adverse rating and may,
within five days after receipt of such natification, apped in writing to the gppropriate Assistant Fire
Chidf.

Such appedswill be forwarded to the Performance Rating Appedls Board for consideration, and
the member concerned will be afforded an opportunity to appear before the said Board, together with

those officers concerned with and responsible for hisrating.

SECTION 8. PERFORMANCE RATING APPEALS BOARD:

The Performance Rating Appeals Board shdl consist of three officers of the Department of
Battalion Fire Chief (same rank or above) and sdected by the Fire Chief. The Chairman of the Board
will be designated by the Fire Chief at the time of its sdlection. This Board will consder dl performance
rating appedls referred to it by the Fire Chief.

In no case will an officer serve on the Appedls Board in considering the case of an gppellant from
hisdivison in divisons other than Fire Fighting.

In no case will an officer serve on the Apped's Board in consdering the case of an gppellant from
his platoon in the Fire Fighting Divison.

Decisons of the Board shal be by mgority vote, and recommendations based on such vote shal

be forwarded to the Fire Chief for approval or disapprova.
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Every effort will be made by the Fire Chief to notify the gopellant of hisfina decison in writing
prior to the service or longevity step increase due date. Receipt of such written notice shall be
acknowledged by therecipient. If, in any case, thefina action of the Fire Chief is taken after the normal
due date of the increase, and the action is favorable to the member, the step increase will be made

effective retroactively as of the norma due date.

SECTION 9. UNSATISFACTORY RATING - REVIEWED:

A member who must serve 104 or 156 weeks between increases, and whose increasse is denied
because of an unsatisfactory performance rating, shal be rated again, in the manner prescribed in
Section 5 of this Article, a the completion of each 52 weeks of service subsequent to the anniversary
date upon which such service or longevity step increase was normaly due until heis (a) granted such
increase, or (b) removed from the service for inefficiency.

The receipt of two consecutive unsatisfactory ratings by a member will be sufficient evidence to
judtify acharge of inefficiency and such member will be cited before the Tria Board on said charge.

No member shall receive more than one service or longevity step increase within 52 weeks, 104

weeks, or 156 weeks, whichever period is applicable in a particular case.

SECTION 10. PERFORMANCE RATING - GENERAL RULES:

Detailed Members:
If amember, at the time a performance rating is to be submitted on him is detailed to another

company or divison, and has been so detailed for more than 30 days, the recommending officer
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preparing hisrating sheet shal confer with the company commanders and heads of divisions other than

Fire Fighting of the company or divison to which heis detailed before submitting same.

Transferred Members:

When arecommending officer feds that he has not served a sufficient length of timewith a
member being rated to accurately evauate his performance, such officer shdl confer with the member's
former company commanders and heads of divisons other than Fire Fighting in order to arive at a

proper recommendation.

Changesin Due Dates:

The Adminigrative Divison shdl notify divison commanders of changes in due dates of
performance rating sheets for service or longevity step increases occasioned by denia or postponement
of such increases as provided in these regulations. Proper entries shall be made on personndl record

card (F.D. Form 119) of the member concerned whenever such notice is received.

Non-creditable Status:

Whenever afull pay period (80 or 96 hours) in anon-pay statusisaccumulated in aleave year,
the anniversary dates for service or longevity step increase will be postponed one pay period for each
full pay period during which the member wasin anonpay status (unless later reingtated with full pay for

the period of non-pay status).



60

SECTION 11. WEIGHT MAINTENANCE:

Weght maintenance tables for age and height have been established by the Board of Police and
Fire Surgeons. Memberswho are overweight shdl vist their district physician who will advise and

assigt through persona consultation.

Appointments on and after January 1, 1959:

Members gppointed on and after January 1, 1959, must maintain an appropriate weight level in
accordance with their age and height throughout their entire career, and shdl at no time exceed the
maximum weight established for their age and height, except where such excessis approved by the
Board of Police and Fire Surgeonsin individua cases.

The Board of Surgeons, after taking the framework and muscle mass or other pertinent factors
into congderation, will recommend aweight reduction program for those whose weight exceeds the
maximum established for his age and height.

Discliplinary action will be taken when, after appropriate re-examinations, there has been no

weight loss or insufficient weight loss upon certification by the Board of Police and Fire Surgeons.
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DISTRICT OF COLUMBIA FIRE DEPARTMENT
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Performance Rating

Prepare in Triplicate

DATE:

ner

approved.




FD Form 50.1

Rev 8/90
DISTRICT OF COLUMBIA FIRE DEPARTMENT
| PERFORMANCE RATING Prepare in Triplicate Date: 00-00-00
Purpose of Rating ------ Service Step Increase

Member Eligible

For Rating XXXX XXXXXXXXXXXXXXXXXXXXXXXXXXX XXXX/XX X

Rank Name Co/Div Plt
Date of eligibility for Service Step Increase: 00-00-00
Total service in the Dep;rtment Number of Years 00
Period of time on which rating is based Number of Weeks 00
Is an unsatisfactory rating being considered? Yes No

the Deputy Fire Chiefs not les
than 100 days prior to the dat
of eligibility.
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Program for Excellence in Municipal Management

The Leadership Profile

Thisis a 360-degree evaduation instrument, which means that in addition to participants
filling out these survey, so will their supervisors, coworkers, and subordinates.

Participants will be able to compare how they see themsdlves with how others see them.
The information gathered from these surveys will be used as part of a pilot program to help
individuas develop as leaders and managers.

Indicate to what extent the statements listed are accurate descriptions of the behavior of the
person being assessed.

Pease be honest and thoughtful; however do not spend too much time on any question.

The survey should not take more than 30 minutes to complete.

Please use a# 2 pencil.

Do not fold, staple, or clip the surveys.

Do not return it to the person being assessed.

Maceti directly in the U.S. Mail in the pre-addressed envelope within 24 hours of receipt.

Y our answverswill remain confidentid and anonymous.

Y ou will notice on the answer sheet severd items have beenfilled in. The name of the person

being assessed has been written on the top of the sheet. The person being assessed has been

62



63

identified by number in Demographic Information section A. Additiondly, in the Demographic
Information section B, we have indicated your relationship to the person being assessed using
the following code:

participant number = seif

31 = person’s coworker 1

32 = person’s coworker 2

34 = person’ s subordinate 1

35 = person’ s subordinate 2

37 = person’ s supervisor

Y our response will be grouped with othersin the same category and the results will be reported.

Y our responses will not be singled out. Y our answerswill remain confidentiad and anonymous



OCCUPATIONAL TASKSACTIVITIESASSESSMENT
For each of the following statements, please indicate the degree to which you think it isan

accurate description of the behavior of the person being assessed. Use the following scaeto

respond to each question:
None Minimal Good Excellent N/A
1 2 3 4 5

Please use a#2 pencil to fill out the enclosed answer shest.

1 Models high slandards of honesty and integrity

2. Obtains relevant information before making a decision
3. Crestes awork environment where individuas are treated fairly
4, Involves relevant people in decisonmeking

5. Maintains a high level of professond expertise

6. Encourages open communication and input from employees

7. Takes corrective action when problems arise

8. Promotes teamwork within the organization

0. Resolves problems and reaches a workable solution among parties

10.  Asksquedtionsthat clarify issues

11. Implements program plans to meet objectives

12.  Assessesthe various aspects of a problem

13.  Givessubordinates substantial authority and discretion to carry out work activity and make

decisgons



14.

15.

16.

17.

18.

19.

20.

21.

22.

23.

24,

25.

26.

27.

28.

29.

30.

31.

32.

33.

Provides regular guidance to subordinates

Schedules work assgnments, sets priorities, and directs work of the staff

Informs subordinates about devel opments and their impact on organizationd activities
Provides recognition and rewards for effective performance

Establishes an environment that encourages innovation

Ensures that organization's activities, services, or products reflect higher management policies
Keeps abreast of the organization's performance and effectiveness

Encourages staff to take innovative approaches to problem solving

Keeps abreast of key agency policies and priorities likely to effect the program area
Egtablishes networks with key individuals or groups

Recommends solutions to critical or sensitive problems

Egtablishes a balance among competing objectives to accomplish overdl organizationa goas
Communicates the organization's vison and misson to saff

Egtablishes organizationa objectives to provide direction for assgnment of resources
Adjusts work schedule to meet changing priorities

Explains sgnificant gods, activities, policies, and procedures to subordinates

Empowers employees nearest the data with authority and responsibility to make decisions
Evauates program performance and project accomplishments to assess overal program
effectiveness and efficiency

Makes decisions for agency

Acts as liaison between workers and management to facilitate organizationa process
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35.

36.

37.

38.

39.

40.

41.

42.

43.

45.
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Monitors programsto identify problems

Initiates and maintains contact with high-leve, in-house officids

Monitors and eva uates employee work products

Informs higher level management of program developments

Encourages regular communication with clients to ensure thelr needs are met
Integrates client expectations into the ddlivery process of services or products
Explains or defends management's policies or practices

Fogters consensus building with subordinates

Andyzes diverse viewpoints to make planning decisions and solve work problems
Helps employees to improve their job performance

Determines specific projects or actions to accomplish the goals of the organization

Gains support of key individuas to ensure god accomplishment.



EMPLOYEE ASSESSMENT PROFILE

MANAGER

Description Competencies:.

Client Orientation

Conflict Management
Crestive Thinking
Decisveness

Hexibility

Human Resources M anagement
Influencing/Negotiating
Internal Controlg/Integrity
interpersond Skills
Leadership

Managing Diverse Workforce
Ord Communication
Planning and Evaduating
Problem Solving
Sdf-Direction

Team Building

Technical Competence
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Written Communication

Tasks:

Act as aliaison between workers and management to facilitate organizationa progress.
Adjust work schedules to meet changing priorities.

Anayze diverse viewpoints to make planning decisons and solve work problems.

Ask questions that clarify issues.

Assess the various aspects of a problem.

Communicate the organization's vison and misson to seff.

Cresate awork environment where individuas are treated fairly.

Determine specific projects or actions to accomplish the gods of the organization.
Empower employees nearest the data with authority and responghbility to make decisions.
Encourage open communication and input from employees.

Encourage regular communication with clients to ensure their needs are met.
Encourage staff to take innovative gpproaches to problem solving.

Ensure that organization's activities, services, or products reflect higher management policies.
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Interview Questions for the Pilot Program

What portion of the 360-degree performance gppraisal focused on the type of feedback afire

officer needs, or does not need, and why?

From the feedback, were there identified strengths and weaknesses that you did not anticipate?

Wheat is your overdl opinion of 360-degree performance appraisals, and would you recommend

it be used for officersin the Digtrict of Columbia Fire and Emergency Medicd Services

Department? Why or why not?

Having recaived this feedback, did it help you to focus on how you can develop skills that will

make you better |eaders and managers?
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